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ABSTRACT
The ccnventional response to the financial crisis

facing higher education is to increase tuition or request larger
legislative appropriations. Another response, however, is
possible--the wider use of cooperative education or work-study plans.
There are three distinct advantages to work-study plans: (1) learaing
takes place in less costly settings than the classroom, the
laboratory, and the library; (2) the capacity of the physical plant
can be used to serve more students; and (3) the increased enrollment
can be served without proportionate increases in costs. This paper
discusses the calendar and financial operations of: (1) the
conventional model extending over a nominal 9-month period; (2) the
4-quarter work-study model; all based on a student enrollment of
1000, a faculty of 100, $2,100 tuition, and a median faculty salary

of $14,000. (AF)
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1 The Advantages of Work Study Plans

Work-study plans have now
been in use for more than half a century.
Yet in more than 2,000 colleges and uni-
versities, only about 200 use some form
of co-operative education. How come?

No one really knows. The best an-
swer probably lies in the astonishing
capacity of higher education to resist
change.

The financial bind that is just about
universal in the educational community
may change all this. So far, the only re-
sponse to increasing educational costs is
higher tuition or larger legislative appro-
priations.

Another response, however, is pos-
sible — the wider use of co-operative edu-
cation. Work-study plans have damon-
strable financial advantages over conven-
tional academic programs, as a compari-
son of two co-op models with a conven-
tional model will show.

This financial advantage may be the
impetus to wider acceptance of co-opera-
tive education.

Where the advantages lie

Work-study plans gain their finan-
cial leverage from three major premises.

1 Learning takes place in less cost-
ly settings than the classroom, the labora-
tory and the library.

At the same time, work experience
tests classroom learning, and classroom
participation is enlivened by work experi-
ence.

2 The capacity of a physical plant
can be used to serve more students.

With a portion of the student body
off campus all the time, an equivalent

increase in enrollment is possible. If the
academic year is extended to a full calen-
dar year, still more students can be ac-
commodated.

3 The increased enrollment can be
served without proportionate increases in
costs.

- Since costs under co-op plans do not
rise in direct proportion to the larger
number of students and the longer aca-
demic year, an increase in productivity
is possible.

Prejudices and preconceptions

Familiarity with and total accep-
tance of the conventional program and
scheduling may have bred certain preju-
dices and preconceptions.

1 How many years for a degree?
Although accrediting agencies avoid stat-
ing their standards in terms of credits and
contact hours, higher education continues
to equate the undergraduate degree to 4
academic years each comprising about 30
weeks in the classroom. Therefore, it is
frequently assumed that a co-op plan with
about 22 weeks in the classroom must re-
quire 5 years to earn the degree. That as-
sumption is not necessary. The learning
experiences away from the campus may
be more important than those on campus.
This fact can be recognized by giving aca-
demic credit for independent study proj-
ects taking place during work periods.
Thus co-op plans need not require longer
than 4 years, although some students may
need or prefer 5 years. At Antioch, where
the co-op plan has functioned continu-
ously for 50 years, there is strong evi-
dence that the academic excellence of its
graduates results from the plan, not in
spite of it. '




2 The Advantages of Work Study Plans

2 Student vacations. The four-
quarter work-study calendar (Exhibit A-
II) shows a total of four weeks of vaca-
tion per year. Although that is longer than
most students are likely to enjoy for most
of their working lives, questions still are
raised as to the adequacy of this time off.
One answer is that students welcome the
organization of the entire year in place of
the mad scramble for summer jobs. An-
other answer is that the degree require-
ment need not demand that all off-campus
periods be devoted to work. The student
has the alternatives of vacation, travel, or
independent study.

3 Faculty load. Increased preduc-
tivity does not require an increase in fac-
ulty course load or time under either of
the work-study models presented. In the
case of the trimester plan (Exhibit A-III),
the number of acadmic weeks is the same
as for the conventional model (Exhibit
A-l).

In the four-quarter plan, it is as-
sumed the faculty will work three out of
four quarters. This requires that some
faculty take time off in other than the sum-

~ mer months. Many come to prefer this.

Another feature enjoyed by some teach-
ers is that, by taking the spring quarter in
one academic year and the summer quar-
ter in the next, they can gain six continu-
ous months off duty.

THE CONVENTIONAL MODEL

"The conventional academic cal-
endar, whether divided into two parts
(semesters) or three parts (trimesters),
extends over a nominal nine-month peri-
od from about mid-September to early
June. It is important, however, in consid-

ering the academic equivalence of the
work-study plans, to bear in mind the
significance of the word ‘‘nominal.”

A typical nine-month academic year
seldom encompasses 39 weeks of class-
room ac‘tivity.. Allowing for vacations and
examination periods, the actual class-
room contact may come closer to 30
weeks.

The operating figures for a hypothet-
ical college using each of the three types
of academic programs—the conventional,
the four-quarter work-study and the tri-
mester work-study——are presented in

-‘Table 1. The conventional model, with
which the work-study models are com-
pared, is based on the following assumed
data:

Enrollment 1,000

Faculty 100
Tuition $ 2,100!

Median faculty salary $ 14,0002

[1] The median tuition for 1969-70 for the
twelve member colleges of the Great
Lakes Colieges Association.

[2] Includes fringe benefits. Figure taken
from Table 8, Committee Z: The An-
nual Report on the Economic Status
of the Profession, 1969/70. American
Association of University Professors,
April, 1970.

In preparing Table I, certain other con-
ventions were used:

-1 Income and expenses are made
equal. While many colleges operate at a
deficit, they do so by meeting current ex-
penses with non-current income. If the
hypothetical college were operating at a
loss, then one would have to read into the
“other income” line appropriations from
non-current sources to balance income
with expense.

5)
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" The financial model

2 The expense distribution is taken
from The Sixty College Study—A Second
Look (National Federation of College and
University Business Officers Association,
1960). These percentages are used for
iilustrative purposes, and all models pre-
sented use the same dlstrlbutlon percent-
ages.

THE FOUR-QUARTER
WORK-STUDY MODEL

Acalenda‘r divided into four

' - quarters most easily accommodates alter-
nating periods of work and study. In or-

der that these umts be long enough to
provide a substantive experience in both
work and study, the four-quarter model
requires year-round operation of the in-

stitution.

The calendar

This arran‘geure'nt provides the full-

‘est possible use of educational facilities.
- It allows two separate student bodies to

use z single physical plant, a single facul-

" ty, and a single administrative organiza-

tion. An example of such a dual operation

-is shown graphically in Exhibit A-II.

The two student bodies are desig-

" nated “A-Division’ and “B- uiVi;ion re-

spectively. Each dwrsron studles 22

. weeks, has approxxmately one: week-of .
vacation at each of four “d1v1slon

changes, - and ‘works approx1mately 26

...weeks.

"

The financial operation of the four-
quarter work-study program, set forth in
Table I, can be compared easily with the
conventional model, and the areas,

6 The Advantages of Work Study Plans

amounts and percent of increased cost
canr be identified.

In preparing this model we make a
number of assumptions, which need to be
understood in order to effect the transi-
tion from the conventional to the work-
study model.

1 Enrollment. The capacity of the
plant in the conventional model is 1,000.
The enrollment under the four-quarter
co-op program, therefore, is set at 2,000,
since half the student population will be
off campus.

2 Faculty. Assuming no increase
in faculty load, the faculty of 100 in the
conventional model must be increased by
one-third to man four quarters. With a
faculty of 133, each teacher works three
guarters and has one quarter off. In other
words, his work year is the same-length -
as under the conventional program.

3 -Work-study staff. The major or-
ganizationa! change is the establishment
of a depart.nent to handle the work phase
of the program. The size of this staff is
directly related to the placement policies
of the institution. In some co-op plans
employment is confined to the immediate =
vicinity of the college ‘and these jobs are
for the most part permanent. (Two stu-
dents equal one full-time employee.) A
student may stay with one employer’
throughout his undergraduate’ years and

: progress through increasingly responsi-

ble positions. In this situation, a staff
member may handle a case load as large
as 400 students. ’

At the other extreme, 1f ]obs are
scattered throughout the country, and
placements as short as three months, the
case load must be smaller. :

For purposes of the four-quarter
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model, a case load of 200 students is as-
sumed, requiring a professional staff of
ten. A co-op faculty member will deal
with 100 students in each division. To
provide each member with a month of
vacation, the staff is set at 11 instead of
10.

3ince clerical assistance and travel
are required, the average faculty salary
of $14,000 is increased by $4,000 to cover
these supporting costs.

4 Increased expenses. The effect of
a doubled enrollment under a work-study
plan must be carefully estimated. For ex-
ample, costs of the president’s office will
probably not change. On the other hand,
assuming the same standards of student
financial aid, this cost will double. Main-
tenance and operation of plant will in-
crease somewhat due to the summer
activity. Libraries will require added per-
sonnel for the longer school year, but the
costs of books and periodicals wil' in-
crease very little.

Some important understandings

The size of the predicted surplus for
the four-quarter work-study model is
bound to produce some skepticism. This
reaction is not entirely groundless. The
plan and its financial projections are
based on the principle that education can
and does take place outside the class-
room. The plan is not a curtailed and seg-
mented academic year with jobs filling in
the gaps between periods of academic
study. The educational whole combines
on- and off-campus experiences. Only if
this principle is accepted can one justify
charging the same tuition for a co-op year
as for a conventional academic year. If
the view is taken that tuitior. should be
reduced proportionately to the weeks on

10

campus, then both the financial and edu-
cational advantages get lost.

Another caveat must be stated. Ex-
penses tend to creep up on income, so the
financiel advantages at the outset of the
change may not hold indefinitely.

THE TRIMESTER MODEL

For a variety of reasons, the con-
cept of year-round operation may be un-
desirable or unacceptable. A work-study
plan can be devised to fit into a conven-
tional academic year, although it requires
some irregularities in scheduling.

The calendar

This plan divides the academic year
into three trimesters. Students study two
out of three periods. The remainder of the
calendar year is devoted to work, vaca-
tion, and for some students, special proj-
ects. The student body is divided into
three divisions, instead of two as in the
four-quarter plan. The sequence of work
and study, shown graphically in Exhibit
A-III are summarized below:

Division Fall Winter  Spring
A Study Study Work
B Work Study Study
C Study Work Study

Because only one-third of the total
enrollment is available for work at one
time, the number of jobs that can be filled
on a year-round basis is smaller than in
the four-quarter model, and since the en-
tire enrollment is off campus during the
12 summer weeks, the plan entails longer
vacations. In order to equalize the off-
campus experience of C-division stu-
dents, provision is made for their engag-
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ing in special projects during half the
summer, and allowance for the costs of
such a program is made in the financial
statement.

The financial model

Table I shows the financial opera-
tions under the trimester work-study
plan, in comparison to the four-quarter
and conventional models. In drawing the
trimester model some new assumptions
need to be made.

1 Capacity of the plant is again
taken at 1,000. With 500 students in each
of three divisions, the total enrollment is
1,500.

2 The faculty work year is essen-
tially the same as under the conventional
model, and no additional classroom fac-
ulty is required.

3 Assuming a case load of 500 stu-
dents, as in the four-quarter plan, eight
co-op facuity are necessary.

4 New estimates of expense incre-
ments are required. In this model the total
enrollment is larger than in the conven-
tional model, but the resident population
and the weeks in residence are the same.
Thus admissions office expense would in-
crease but plant maintenance and opera-
tion would not.

5 In order to retain the essential

concept of work and study as a total edu-
cational experience, some consideration
should be given to the fact that the stu-
dent is directly involved in the program
for about five weeks less under the tri-
mester model than under the four-quarter
plan. Accordingly, the tuition has been
reduced about five percent, or $100, in

computing the total tuition income.
k]

OTHER CONSIDERATIONS

Dormitories

A large portion of most dormi-
tory budgets is not related to the length
of time the plant is in operation; for ex-
ample, débt service, insurance, building
maintenance, and utilities.

Consequently, in four-quarter calen-
dars the man-weeks of income-producing
occupancy may be as much as one-third
larger than for the conventional academic
year, while expenses increase by a small-
er proportion. The trimester calendar
does not have this advantage.

Costs to students

Three variables make it difficult to
compare student costs of work-study and
conventional programs.

1 Length of program. Probably the
most important differential is the length
of time required for a student to earr. a
degree. Clearly, five years will cost more
than four, although job earnings help to
offset the difference.

2 Character and location of the
co-op jobs. Some of the jobs best suited
educationally to work-study pay the least.
Nevertheless, students who need money
for college expenses can and do earn it on
co-op jobs. How much depends on the
kind and location of the job. A student
working in a production job and living at
home will clear substantially more money
than a teaching assistant in a distant city,
whose earnings may pay only for trans-
portation, living expenses and amuse-
ments.

3 Vocationalrelationships. In many
co-op institutions, there is a strong em-
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STUDENT COSTS
Four-Quarter

Income Conventional Co-op
Summer work $ 500!
Co-op job : $ 1,5602
Expenses
Job expense 1003 7804
Tuition 2,100 2,100
Room and board 1,100 % 80068

$ 3,300 $ 3,680
Net cost per year $ 2,800 $ 2,120
Net cost for four years $ 11,200 $ 10,600

[1] 10 weeks @ $50.

[2] 26 weeks @ $60, net after
taxes. Based on average An-
tioch co-op wage 1968-69 of
$77. gross.

[3] 10 weeks @ $10.

[4] 26 weeks @ $30.

[5] Median of 34 colleges per Ob-
erlin College survey 3/31/69.

[6] Median cost reduced by '/«
to reflect 24/32 wks. in resi-
dence.

phasis on continuity of employment. This
means that the student will continue with
a single employer and earn progressively
higher wages as he moves through in-
creasingly responsible jobs. There is also
a strong possibility that he will remain
with the employer after graduation at a
considerable advantage over the gradu-
ate just beginning work.

' Bearing in mind these uncertainties,
we can estimate the relative costs to the

student under the conventional model

and the four-quarter work-study model
as shown above.

4

12

Student demand and enrollment

It is apparent that the financial ad-
vantages to the institution of both co-op
models derive from increased enrollment
using the same physical plant. To capture
the benefits, the college must be able to
fill these places without lowering the cal-
iber of the students admitted.

Fortunately, the work-study plan is
in itself an attractor of applicants. Col-
leges with well-conceived co-op programs
find that students enroll because of the
plan. The student values:

a) the independence of being on his

own;
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b) the variety of learning experi-
ence;

c) the opportunity to develop his
vocational plans and aspirations
in a realistic work situation;

d) the privilege of changing his ca-
reer plans if he becomes disen-
chanted by first hand experience;
and

e) the release from the parochial-
ism of campus environment, es-
pecially if the job exposes him to
a new geographic area.

All is not gold

Although the virtues of cooperative
education have been proven, no college
administrator should consider instituting
a work-study plan without taking a real-
istic look at the problems of implementa-
tion and the possible side-effects.

1 Can you recruit the increased
student body to justify enlarging the staff
and plant capacity? Fortunately, the plan
itself attracts many prospective students.

2 Can you hire the professional
staff with the skill to implement the plan?
Unfortunately, there are no formal train-
ing programs that turn out people with
the specialized competence to match stu-
dents with jobs, counsel students in job
performance, and relate their work to
their academic experiences. Recruiting a
qualified staff takes a good deal more
scouting than is needed to fill most aca-
demic positions.

2 Can you find the right jobs for
students? An array of jobs suited to the
student body and the education program
is indispensable. This is more than a prob-
lem of numbers. The jobs must be tailored
to the young people who hold them as an
educational experience rather than as a

13

means of earning a living. The work must
be progressively more challenging and
must be supervised by employers who are
as interested in education as they are in
hiring inexpensive labor or in recruiting
future personnel. Trustees with corporate
connections can be a big help.

4 Are parents and alumni still
clinging to the concept of the college as a
custodial institution? It takes some mer-
chandising to convince parents that their
children are capable of living on their
own in a work situation. And for those
who regard work-study as ‘“‘working your
way through college,” the concept may
fall short of their aspirations of upward
mobility.

5 How adaptable are the faculty?
Their resistance to change can be one of
the most serious obstacles to the intro-
duction of cooperative education. Since
the work-study plan entails major mod-
ifications of the curriculum, its success
demands faculty participation and coop-
eration.

Conclusion

A recent report of the Carnegie
Commission for Higher Education
stressed the importance of offering high
school graduates more options for the
continuation of their education. The
work-study plans presents such an op-
tion.

At the same time, it offers institu-
tions of higher education some relief
from the financial crunch that all colleges
are experiencing. While the difficulties of
conversion from a conventional academic
program to cooperative education should
not be taken too lightly, the advantages to
be gained will in many cases warrant the
effort of the undertaking.
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MANAGEMENT DIVISION
ACADEMY FOR EDUCATIONAL DEVELOPMENT, INC.

Dear Colleague;

What specific steps are being taken to meet the financial
pinch on campuses throughout the country?

What opportunities are available this summer and next fall
to advance the education of college administrative officers

through workshops, conferences, and other professional
development activities? '

Should Work-Study arrangements be more generally adopted?

These are the questions dealt with in this second set of materials

supplied to you by the Academy's Management Division information pro-

gram,

(Generous support from the W, K. Kellogg Foundation and other

donors enable us to provide these materials free to all four-year college
presidents and to a limited number of other key people in higher edu-
cation, such as yourself.)

~ Specifically, this package contains:

319 WAYS COLLEGES AND UNIVERSITIES ARE MEETING
THE FINANCIAL PINCH. A check-list of money-saving
practices being used right now ~- many you may find
applicable.

A GUIDE TO PROFESSIONAL DEVELOPMENT OPPOR -
TUNITIES FOR COLLEGE AND UNIVERSITY ADMINIS-
TRATORS. First edition of a handbook to help identify

useful workshops, conferences, etc., scheduled for the
months just ahead.

THE ADVANTAGES OF WORK-STUDY PLANS, In addition
to helping balance your budget, work-study can attract
capable students who need a chance to earn their way, and
make education more relevant for all students.

The next mailing will include, among other items, a detailed case

study of how an urban university is trying to meet its financial crisis.

WE WELCOME YOUR COMMENTS, REACTIONS AND SUGGESTIONS.

437 Madison Avenue New York, N.Y. 10022 1 4

(212] 758-5454
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